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- Foreword 
ower is at the very core of the social sciences, and organizations are 
social settings that unveil large contested fields of power. 


“Reductionism — defining the smallest component particles of existence — will 
not illuminate the nature of our world. Rather, the connections, the power 
relationships between entities prove illuminating, fusing to form the ‘tangible’ 
around us. 


The networks of connections, not the elements connected, appear to constitute 
a more accurate map of reality. Consider this a critical paradigm shift: the 
connections, not the parties connected, may best represent our world.” 

cf. Jeff Vail (2004). A theory of Power. 


Being interested in such an important topic, and having an awareness of the 
newest insights about power, | set out to do a literature study and analysis. Next, 
| combined the results with my professional knowledge, experience, and some 
research findings, to reveal ways for mapping the phenomenon of power in 
organizations that can lead to better modes of achieving organizations’ goals 
and objectives. 


This concise book, “Boosting Power in Organizations,” contains the outcomes of 
my search, unveiling that the ability of organizations to influence their results, 
relies roughly on four elements, which are: 1. A series of general rules about 
power, 2. The human factor, 3. The organization itself, and 4. The context. And 
further, that added to the availability of the organization’s resources, the way 
people execute work through effective systems, and some luck factors, the 
organization will be prone to more or less success. 


The text has been enhanced in the 2022 and 2023 works. The quality of some 
sentences was raised without changing their content. Diagram 2 and Table 1 
have been updated. Appendices VII through XI were inserted at the end. The 
acknowledgement was updated in 2023, and a note about the author was also 
included. 


| hope the reader has an enjoyable, insightful, and motivating experience. 
Feedback, especially when positive and construcive, is always welcome. 
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- Introduction 


What is power exactly? 

How is it used in organizations? And what are the effects? 

What is the perceived and ideal influence per hierarchical position? 
Is there unauthorized or improper use of power in the organization? 
What are the reactions to the unacceptable use of power? 


ot a oe 


The abovementioned questions are some of the many questions related to 
power, that | conveniently address to find the proper answers in organizations. 
After all, as this text will show, power is necessary to pursue and achieve positive 
outcomes in organizations. And encouraging results are paramount for the 
survival and development of any administration. 


This concise book contains an analysis, or anatomy if you so wish to call it, 

of what power is, and how it acts on different parties in an organization. Mainly, 
it describes how people get various forms of control and how they actively use 
them by influencing each other to reach organizational goals. 


The reader will find ten chapters. The first nine chapters cover the topic of 
power. Chapter ten is a general summary, followed by ten appendices that 
expand a little more on issues suitably indicated throughout the text. 


More specifically, chapters 1 through 9 describe the workings of power from its 
sources within the human being, its environment, until the achievement of 
proposed organizational financial and societal results. Chapter 10 recaps the 
essential ideas that can explain power based on general principles. Mentioned 
fundamental ideas hold further a proposal for a conceptual framework or 
theory, and power model, to do research or advisory work, regarding the 
phenomenon of power in many types of organizations. 


- Chapter one starts emphasizing that whether an organization is dedicated 
to the production of goods or renders services, it needs resources in the form 
of people, capital, materials, and equipment. Next, it has to arrange its 
resources in such a way that it brings forth the goods or services that are in 
demand. 


- Chapter two shows that the organization’s power sources and resources also 
form part of a prearranged whole that has its own culture, processes, and 
structure that help drive the organization in the direction of its desired results. 


- Chapter three explains how the previous two sections refer to the same 
elements that constitute an organization, but from different perspectives. 


- Chapter four highlights decision making and control as essential power 
instruments. 


- Chapter five digs deeper, unveiling the existence of ten rules or tenets, which 
help understand the phenomenon of power in organizations. 


- Chapter six elaborates on how power works in organizations through the 
elements of dependence and influence between people, and how they get their 
power, and actively use it. 


- Chapter seven reminds us that human beings are not as rational as classic 
management theories suggest, and that people dully educated in the fields of 
consciousness, culture, worldviews, values, and ego, can easily tend to 
misbehavior. 


- Chapter eight stresses, among others, on motivation, teamwork, 
communication, and negotiation as necessary allies in the endeavor of achieving 
positive outcomes in organizations. 


- Chapter nine reaches outside the internal boundaries of an organization and 
pinpoints that people and organizations don’t exist in isolation. Further, that 
not only the strength of rivaling parties but also luck do play their role. 


- Chapter ten closes the earlier chapters with the already indicated summary. 


The text contains further: 11 Appendices, 5 Diagrams, 7 Tables, 4 Graphs, 
6 Graphics, and 3 Text Boxes. 


1. The propelling force in traditional organizations 


ompanies need to achieve their goals? and gain compensation for their costs 
and the risks that they take. Furthermore, their initiatives, and many times 
ingenuity, merit rewards to keep them going. 


The organization, whether it dedicates itself to the production or distribution of 
goods, or to render services, needs resources in the form of people, money, 
materials, and equipment. Next, the organization has to arrange its resources in such 
a way that it brings forth its goods or services that are in demand. If the market 
results in lots of happy customers, this will produce outcomes that will yield the 
required compensation and rewards mentioned earlier. 


The whole sequence of organizing and driving the company’s resources towards the 
production of goods and services that will satisfy customers’ needs and form 
financial and societal results, is a process of added value creation, that functions as a 
power chain in the organization. 


The following diagram gives a simplified and orderly view of such a process. 


The Power Chain in Production and Service Organizations 


Diagram 1 Feedback 


As known, but also suggested in the above diagram, power is the ability to direct the 
behavior of others and/or influence the course of events. We see this power coming 
from people that consciously employ their knowledge, experience, and skills, but 
especially their will and influence to set, direct and accomplish the company’s goals 
by themselves, with or through others, and for others. 


1 See also Appendix I, p. 44. 


Next comes a few notes that should clarify the construction of diagram 1. 


The ability of organizations to get things done is by and through its staff and 
employees. They possess the mind? and labor power that exist in the form of values, 
visions, knowledge, experience, talents, and skills that are available in the organiza- 
tion. Added to other essential factors like ambition, will, efforts, and perseverance, 
they constitute the fuel or motivation that must propel the whole group toward its 
goals. The more a company can rely on the amount and qualities of aforesaid 
cognitive abilities, the bigger its performance power will be. Mindpower thus, is not 
only a vital resource, but it is ultimately the real source of human power on earth. 
However, mindpower alone cannot do the job. It needs resources to work with, 
being its most vital allies: capital in the form of money, and other assets like raw 
materials, machines, equipment & tools, and certainly physical labor force. 


In an organization, the people, together with the organization’s capital, form the so- 
called input side of the business. The machines, equipment, and tools, well-ordered 
and operated, create on their turn the throughput side of the company. The 
combination, as mentioned above, is where the transformation into products or 
services with added value takes place. It is almost needless to say, that the more 
available the quantities and qualities of all input and throughput elements are, the 
more influential the organization can be. Subsequently comes the output side of the 
company. Here the products or services must satisfy the needs of the customers. If 
the organization meets its customers’ demands, it can yield positive financial and 
societal outcomes. Business outcomes are the net profits after tax that private 
companies make. Societal results are the social benefits that public organizations 
generate to satisfy their target groups. Both rewards, as mentioned earlier, must 
consistently feed-back to the input side of the company to fulfill the expectations of 
the shareholders. Additionally, the returns must meet the expectations of the 
company’s managers, supervisors, and workers. It is the point where adjustments 
and a re-orientation of the entire system can take place if required. 


We find that the whole enterprise constitutes one power chain that must propel the 


organization toward its end-results. In this endeavor, particularly the brain and labor 
power, as well as the satisfaction level of the customers, are vital. 


? See further Annex II, p. 45. 


2. A stairway to positive outcomes 


oose information or uncontrolled actions provide neither knowledge nor insight 

while leading to nowhere! On the contrary, organized data and activities in the 

form of grouped, ordered, and directed efforts form a powerful agglomerate. 
The latter means that a well-organized business is something to reckon with on itself. 


In the previous chapter, we saw how the sources and resources of an organization 
that defines its capabilities, form part of a power chain that propels the company, 
whenever there is effective leadership that takes the right decisions, to its goals. 


This chapter shows further that mentioned power sources and resources also form 
part of a prearranged whole that has its own culture, processes, and structure that 
help drive the organization in the direction of its desired results. 


Diagram 2 depicts, in a simple and orderly way, the prearranged whole of an 
organization: 
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* Stairway to positive outcomes 


Diagram 2 


The mentioned diagram suggests further not only a systematic but also a progressive 
step-by-step approach. 


2.1. Organizational Culture 
First, it is crucial to know the organizational culture. This knowledge means 
understanding the values and norms that motivate the people in the organization, 
the ways they interact with each other, and how management makes the decisions. 
Digging further into the cultural aspects of the organization one can establish if the 
convivial aspects and the procedural aspects are in balance with each other, or if 
one of the two prevails over the other. Next, know if the organization is unified, 
differentiated, or fragmented. The latter aspects will be indicating more cooperating 
or competing groups of people. Finally, it is also good to know if the organization, on 
the one hand, is focusing its actions more internally or externally, or on the other 
hand, if it is focusing more on control or flexibility. Remember: the culture of an 
organization is the glue that keeps the whole together, and the source of all the 
potentialities that can propel it forward. Besides, cultural habits can make or break 
the success of an organization in practically any market. 


2.2. Organizational Processes 
Second, are the processes. These are a prescribed series of actions intended to 
perform all the work that the organization executes. They, too, aim at achieving 
certain ends and take their course on the strategic, tactical, and operational levels. 
They control the three typical issues that move within an organization, which are: 
goods, money, and information. On the strategic level, they mainly refer to control 
and planning issues, taking on new challenges, or deciding whether to enter new 
markets or withdraw from shrinking ones. On the tactical or organizational level, we 
find supporting and coordinating activities that must harmonize in the smoothest 
way possible all the work that is done internally by, and for all the departments. The 
tactical level is the domain of the internal clients that must satisfy each others’ 
needs. Then, we find the operational processes that refer to the routine functions 
and activities of the organization. It is where experience counts more, and the 
employees do the most repetitive work. Most importantly, we also find here the very 
vital primary process, or the process where the company’s employees meet their 
customers in the so-called moment of truth. In other words, the contact that 
produces the client’s satisfaction with the products and services of the organization. 
By now, it should be clear that organizational processes are vital. After all, they 
determine the extent to which the organization does its work efficiently and 
effectively. Improving them will undoubtedly raise the organization’s output and end 
results. 


2.3. Organizational Structure 
In the third place comes the structure of the organization. An organizational 
structure is the system that outlines how the engagement of activities must achieve 
the organization’s goals. These activities can include rules, roles, and responsibilities. 
Traditional organizational structures come in five principal types: a. functional, 
b. divisional, c. matrix, d. flat, and e. networks®. However, with the rise of the digital 
marketplace, decentralized, team-based organizational structures are disrupting old 
business models. Every organizational structure must define seven key elements. 
These elements are 1. departmentalization, 2. chain of command, 3. span of 
control, 4. centralization or 5. decentralization, 6. work specialization, and 7. the 
degree of formalization. For the sake of completeness, the reader must realize that 
all organizational aspects indicated so far refer to the work done in mainly the 
departments of production, marketing, sales, logistics, human resources and finance. 
The first three include the vital activities of costing, pricing, advertising, and 
distributing. The organizational structure must always be adapted to the 
organization's needs, mainly those that compass the primary process mentioned 
earlier. Ultimately the structure of the company is represented by an organizational 
chart that, markedly for the vertical ones, shows the chain of command of formal 
control and authority. 


Diagram 2 (chapter 2, p.3.) shows the next steps with the products (& services), 
customer satisfaction, and to finish, the results. This part functions identically as the 
output side of the power chain model used in diagram 1 (chapter 1, p.1.). 

Lastly, there are the elements of strategy, budgeting, and policy. They refer to 
activities and steps that span the entire organization. All three concepts are planning 
tools used at the highest company level and aim at aligning all the organization’s 
resources and activities towards its goals. The organization must use them flexibly to 
adjust the course of action, when necessary, by taking advantage of feedback 
information that becomes available during the process. Strategy is more concerned 
with improving the position of the company in the marketplace, while policy refers 
more to problem-solving and managing routine issues. Budgeting refers to creating a 
plan to balance your expenses with your income. Skillfully managed, it should be 
clear that lining up the elements of culture, processes, structure, goods & services, 
and customer satisfaction, in an effective strategy and supported by adequate 
resources, finally produces financial and societal outcomes. Mentioned elements 
form the powerful components that boost the power in any organization. 


3 See further Appendix III, p. 46. 


3.Evaluating the first insights about power 


he two first chapters describe, in a simplified way, the sequence of events ina 

production and service organization as they propel the company’s 

potentialities toward outcomes or results that are deemed positive by its 
owners, leaders, and clients. The present chapter weighs up how the previous two 
sections refer to the same but from different perspectives. 


For the sake of completeness, the reader must realize that constituents like the 
mindpower and workforce, capital, materials, machines, equipment, and tools, 
whenever present, will vary in the different types of organizations. Note as well that 
products refer to either a material or an immaterial good. 


3.1. The first diagram 
Diagram 1 unveils the essential power parts, namely brainpower, capital, materials, 
and labor, that provide the organization with its ability to set its goals and results. 
Note that the customers’ needs and wants are regarded here as power resources as 
well. After all, they not only create the demand for the company’s goods and 
services, but they rouse the organization’s need as well, and therefore its motive, 
for its existence. And don’t be mistaken, the motivation of the managers and 
workers is another powerful propelling force. ‘Capital’ and ‘Materials’ appear 
separate from each other and are not dealt with at this point as in accounting. Both 
form part of the company’s total assets. While money or cash, together with 
materials, are current assets, the fixed assets are convened, among others, by the 
machines, equipment, and tools. 


The entire company’s capital represents an integral part of its potential to achieve 
the desired positive outcomes in the form of net profits and societal benefits. 

The same capital also makes clear that sound finance, and adequate and modern 
technology, are vital and powerful partners in any organization. If, however, the 
company knows how to make and keep its customers happy and satisfied. Client 
satisfaction is, therefore, always a company’s vital indicator of success. 


3.2. The second diagram 
Diagram 2 shows, in fact, the same as diagram 1 but from a different perspective. 
The first three steps represent the three essential elements that constitute the 
entire internal part of an organization. The latter means that through the 


organizational culture, plus its processes and structure, we see the company’s 
mindpower, including that of the managers, employees and workers, plus the total 
capital, at work. The managers and supervisors, designated as management, 
represent the most substantial part of the organization’s mindpower, followed by 
the experience of the workers. It should be clear that the more capable they are, the 
bigger the chance is that they will contribute positively to the company’s results. 
Besides their general tasks of organizing, planning, and coordinating, they also 
perform more specific functions like problem-solving, decision making, control, 
staffing, and information handling. It is good to realize at this point that 
organizations can be real powerhouses when they enjoy a practical arrangement. 
However, management should always remain cautious. Organizations, namely, are 
not alone in the marketplace. Their political, legal, economic, and technical 
environment can take unexpected turns, so establishments should always remain 
aware of their competition and the changing conditions to avert undesired 
developments within their context. 


To read the two previous chapters better, find hereunder table 1. that represents a 
schematic and classified overview, so far, of the essential findings about power in 
the specified types of organizations. It summarizes and winds-up this chapter: 


Role Generic Specific 
Mindpower Knowledge 
Talents 
Skills 
Experience 
Perseverance 
Equipment 


Staffing 
Info handling & Comunication 
Motivation 
Problem solving 
Decision Making & Control 
Culture 


Management 


Values Source 
Vision 
Ambition 
Will 
Efforts 
Money 


Structure 
Context 


Resources & Resources & | Organization 


Instruments Machines Tools Instruments Processes 


Materials 


Needs & 
Wants 
Resuls 


Outcomes 
Table 1 


Raw 


Stocks 


Auxiliary 
Employees 


Semi-finished 
Workers 
Services 


Customer satisfaction 


Net profits 


Social benefits | Outcomes 


Planning 


Coordination 


Resuls 


Strategy 


Activities 


Policy & Budgetting 
Projects & Plans 


Services 


Customer satisfaction 


Net profits 


Social benefits 


4. Decision Making and Control 


he preceding chapters made clear that decision making forms part of an 

organization’s power chain and stairway to positive outcomes. Indeed, it is 

one of the most effective instruments that influence all actions leading to the 
achievement of the desired results. Leading a company is, in this respect, a 
continuous process of problem-solving and decision making. Making decisions 
means making choices to overcome obstacles or filling gaps, or because the 
resources to fulfill our needs are limited, or because only specific options lead to our 
desired results. The leading aspect is to keep us on track of our values, mission, 
vision, objectives, and goals. Thus, decision making is also a tool for organizational 
control. And as is well known, control is power’! 


Management, in general, will have to face three main types of decisions, which 
are: operational decisions, tactical decisions, and strategic decisions. Operational 
decisions are more related to experience and show a more routine-like character. 
On the other extreme are the strategical decisions which demand more mindpower 
since they refer more to the first time or never seen before situations. In between, 
we find the tactical or organizational decisions. These types of choices may have 
routine or new aspects, but mainly they refer to coordination and support issues 
within the organization. Mentioned main types of decisions are, in fact, according to 
the three primary organization levels. We can further dissect them by field, mode, 
approach, and circumstance. Hereunder follows a more specific description of the 
breakdown, as mentioned earlier: 


Field is the work area to which decisions can belong. There are mainly nine such 
areas which are: finance, marketing, sales, logistics, service, production, technical, 
human resources, and legal. 

Mode refers to the analytical, creative, or speculative nature of decisions. 
Approaches can be quantitative or numerical types of decisions or qualitative 
decisions that take more ideas and opinions into consideration. Quantitative choices 
are more objective, while qualitative decisions are more subjective. 

Circumstance deals with the elements of certainty and uncertainty. We speak of 
certainty when the outcomes of the decisions are predictable, and of uncertainty 
when the results are not foreseeable. 


4 See further Appendix IV, p. 47-49. 


; : Finance/Marketing/Sales/Logistics/Service | Table 2 clusters the different 
Business Field Production/Technical/H.R./Legal 


types of decisions into a 
Mode Analytical/Creative/Intuitive ‘ 
a — more comprehensive 
Approach Quantitative Qualitative . 
Circumstance Certain/Uncert. Certain/Uncert. NEE: 


Level : : 
Strategic noe a When estimating the 
Tactical Objective methods | Subjective methods number of types of 
Operational decisions, we find 9x3 x2x 


table 2 2 x 3 = 324 different types. 
Luckily, no manager must know how to make all those types of decisions. By limiting 
himself to one field and one level, the total number reduces to 12. He can even 
reduce this further by confining himself, depending on his type of work, to one 
mode, approach, or method. In this way, everybody can concentrate on their area of 
responsibility. There are many problem-solving and decision-making techniques that 
can help managers and supervisors do their job in more efficient and effective ways. 
However, explaining these techniques do not form part of this concise book. 
Remember though, that those who make decisions, write rules, and norms are real 
power holders. And, since a decision refers to a choice that you make, the more 
options you can choose from, the better the outcome can be. 

Another aspect of decisions is the style according to which management makes 
them (see also Appendix IX, p. 55-56). Decision-making styles go from autocratic to 
democratic. The autocratic style is top-down, occurs in vertical organizations like the 
military or bureaucracies, and lays all responsibility on a single person. The 
democratic style is more bottom-up and permits the involvement of all employees. 
The majority here make decisions according to votes. It generally belongs to flat 
organizations like universities and professional groups. Yet, we can also introduce 
them in vertical organizations. In between are organizations that allow more or 
fewer degrees of participation. In these cases, employees may have the right to be 
heard only or participate in joint decision making. In all cases mentioned before, a 
temporary or specific assignment of authority is possible. Management does this 
most commonly with routine decisions. In any way, whenever more people are 
involved in the decision-making process, make sure that they are knowledgeable 
enough, and accordingly have the ability, but also the willingness, to be held 
responsible and accountable for their co-decisions. Consider as well that the more 
people participate, the more time and costs the decision-making process will 
consume. Weigh this, of course, against the benefits of a higher quality and 
legitimacy of the decisions. 


5. Expanding the initial insights about power 


ower, as described so far in organizations, is hence the capacity or ability to 

direct or influence the behavior of others and/or the course of events. It 

entails a source, plus a variety of resources and instruments. But digging 
deeper also unveils the existence of a series of rules or tenets, of which the most 
important are the following: 


10 Tenets About Power 
Tenet 1: Power is invisible, but a real and immediate ability. 
Tenet 2: The ruler's goal is to influence others to do his or her WILL. 
Tenet 3: Dependence is at the basis of all power relations. 
Tenet 4: There are two basic uses of social power. 
Tenet 5: Hierarchy provides a legitimate basis for power. 
Tenet 6: Nobody reigns alone. 
Tenet 7: Power requires balance. 
Tenet 8: Nothing is free. 
Tenet 9: Isolated power does not exist. 
Tenet 10: Nobody has absolute power. 


Next paragraphs cover a brief account of the tenets as mentioned above: 


5.1. Power is invisible, but a real and immediate ability 
Although power can’t be seen or touched, it is conceivable by its effects. We thus 
know that it exists. We distinguish it from a force, which is the action of power. Once 
somebody or something has the potentiality to influence other things or people, that 
faculty may remain unused, but with the ability to go into action as soon as needed. 
Power most often serves an end, but there are cases where the power holder sees it 
as an end to itself. This latter situation raises perhaps the most important ethical 
question about the use of power. Because if we see power as an end, what or who 
then justifies that end? 


5.2. The ruler's goal is to influence others to do his or her WILL 
Individuals have needs and desires. Mentioned needs and desires form their interests 
upon which rest their will. Since it is people, therefore not organizations that have 
interests, it is the human being that basically has power. Moreover, the scarcity of 
many goods, job opportunities, and investment options uphold contested 


10 


organizations and marketplaces in which you influence the other, or they will 
influence you! 


5.3. Dependence is at the basis of all power relations 
Whenever a person needs or desires something fervently, he or she becomes 
dependent on the entity that can provide, and thus satisfy, that which is wanted. The 
power holder can now have at his mercy the one in need. In organizations, what we 
see many times is that two parties have complementing needs. For instance, a person 
needs a job and applies for one. At the same time, the organization needs the 
expertise of the contender. A power relation between the two interested parties can 
so be established based on interdependence. What also becomes clear is that means 
that satisfy human needs are, in fact, power resources. 


5.4. There are two basic uses of social power 
A manager can pursue the achievement of his goals with or without the consent of 
his workers. As a result, we have the following two basic uses of power in organizations: 
|. Normalizing/Cooperative/Accommodating. 
Il. Repressive/Competitive/Confronting. 
The first type is preferable and is considered reliable. The second type applies when 
the first one does not work. Besides, we must deem the latter weak. The difference 
between people with power and those without usually is their capacity to make the 
rules, regulations, and laws! Further, the degree of dependence between them. 


5.5. Hierarchy provides a legitimate basis for power 
A hierarchical structure is a power system. Every organization, just like societies and 
nations, has a hierarchy or a system of order, in which people or groups are ranked 
one above the other according to status or authority. The following four factors 
determine the nature of a hierarchy: 
1. Resources 
2. Interdependence 
3. Escape strategies 
4. Validation 


Earlier, there was an explanation of the resources and interdependencies. In the case 
of escape strategies, these are action plans to break free from confinement or 
control. Validation on its term means not only creating a legal base for the hierarchy 
but also in getting most of the employees and workers to legitimate it to the extent 


11 


that they will always support it. Mentioned support is particularly necessary for 
organizations that are following democratic rules and principles. 


Markedly hierarchies are influenced by the convenience of resources: 


- Scant resources will create more competition and less interdependence. But also 
promote more efficiency. Escape strategies will be more difficult and will foster an 
organization with a more rigid hierarchy. The subordinates will be more controlled 
and left with the only option of accepting their situation or try to resist it. 


- Abundancy stimulates more collaboration, interdependence, and inefficiency. 
Escape strategies will be more accessible. The latter shapes a more horizontal and 
fluid hierarchy that depends more on reputation. Consequently, there will be more 
social mobility and less propensity to power struggles. 


5.6. Nobody reigns alone 
A hierarchy means as well that there are more people involved. And, because a 
company must watch its span of control, which is the number of people that a 
manager can handle effectively, especially in bigger establishments, more layers 
of control are created, to exercise power. 


People organize themselves generally in the following four layers: 
A. The head (Director or CEO) 

B. The essentials (Management Team) 

C. The influencers (Unions, Lobbyists, Experts) 

D. The exchangeable (normal employees and workers). 


Another aspect that demands more layers of control is that the type of work done 
at the different levels of an organization varies, requiring different types of workers 
and supervisors with diverse capabilities. Remember here as well that from the 
multiple interdependent relations that a hierarchy involves, effective change 
processes can emerge. Besides, according to Jeff Vail (2004), interrelationships 
represent a dynamic chain of connections that is powerful by itself (see furthermore 
Appendix |, p.44, and Apendix Ill, p.46). Finally, when the people that run a company 
are not the same as the owners, additional mechanisms for the accountability of the 
obtained outcomes are required. 
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5.7. Power requires balance 
Uncontrolled power tends to become abusive and can incite all sorts of counter 
forces, like resistance, boycotts, and strikes. To avoid this, an organization must have 
terms that promote stability and loyalty. Systems of separation of powers, Checks 
& Balances and fair career opportunities and rewards support such conditions. 


In practice, we find the labor laws that regulate the rights and obligations of business 
owners and workers. Consumer protection laws and organizations guard further the 
clients’ interests, while labor unions do the same for the personnel. 


5.8. Nothing is free 
Power as a system of interdependencies supports interests and produces outcomes. 
The outcomes represent the gains produced by the power system. Mentioned out- 
comes or benefits should be shared most fairly to serve peace and harmony within 
the system. The contrary can incite discontent and resistance that can even lead to 
violence. Power is not a constant factor and can, gradually or suddenly, change hands. 


5.9. Isolated power does not exist 
Power is everywhere varying in reach, intensity, field, form, and type. And everything 
is interconnected. So, nothing can function in total seclusion. Hence, either | control 
you, or you direct me, or we influence each other. Once you grasp this fact, you will 
realize why teamwork, and functioning like a system are so important. 


5.10. Nobody has absolute power 
There are many power holders throughout organizations. On the other hand, we 
confine authority to a specific hierarchical system or territory. The influence of one can 
therefore be supported, but also blocked or overruled by that of others. Moreover, 
power is diffuse. It then may not be clear from where it comes or to where it is going. 
Besides, one should not forget the situations where the ones apparently without 
power, succeed in achieving their goals despite the decisions and actions of those who 
officially are in control. An example of the situations mentioned above are cases 
where the work floor disagreed with the top and neutralized their decisions through a 
slow-motion action, a boycott, or even strikes and riots. As a result, two power 
paradoxes which we always must keep in mind are “The powerless powerful”, and 
“The powerful powerless”! 
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6. How power works in organizations 


In organizations, the power and influence of different people act upon each other. 
This chapter describes how that works. Specifically, it explains how the personnel gets 
power and how they actively use it to influence each other and reach their 
organizational goals. 


The term Power closely relates to the topics of dependence and influence. 
| will cover the subjects mentioned above through the following seven topics: 


Definition of terms 
Dependence factors 
Gaining power 

Forms of power 
Distribution of power 

Use of power 

Effects of the use of power 


eee 


Then to start with, first a few words about Dependence, Power, and Influence. 


Power, as indicated before, is the ability to get things done. Or, to get others to do 
what is your will. To get something or the other going, one must exercise influence 
on them. Mentioned influence is more feasible in the degree that the one who 
must fulfill the request or order depends on the power holder. A little example can 
explain this. Manager A requests employee B to perform a task. Employee B is 
expecting a promotion that must receive approval from manager A. Consequently, 
B will meet A’s request to gain or safeguard his support. One must consider the 
dependence degree between two parties, the real foundation of all power. 
Dependence relations are mutual since, within working groups, everybody depends 
in specific ways on their colleagues. We then have actual situations of 
interdependencies. To take this a step further, strong relations with positive 
mutual interests form powerful coalitions. Interests, as also mentioned already, are 
based on needs and desires. 
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6.1. Definition of terms 

The words dependence, power, and Influence not only keep a functional relationship 
with each other, but they also have a link that can be defined conceptually. 

In this way we find that: 

Dependence = Potential Power! 

Power = Potential influence! 

Influence = Mobilized power to achieve an effect! 


A good understanding of the above definitions is an excellent way to start 
understanding the working of power. According to the descriptions, the example 
applied earlier gets the following reading: since B depends on A, the latter has 
potential power over him. This inherent power, on its turn, implies that A can 
influence B. When A indeed uses his influencing capacity, he mobilizes power to 
achieve an effect on B. 


We can exercise power further in active or passive ways. 
Active power can be decisions, orders, and actions. 
Passive power is existing rules, regulations, and norms. 


6.2. Dependence factors 

The degree in which two individuals or parties depend on each other varies reliant 
on certain factors. In the case of employee B that depends on his manager A, there 
will be an increase in the degree of dependence of B from A when: 

1. The degree of value or importance of the expected result for B from A is higher. 
2. Chances for B to obtain alternative desired results elsewhere are less. 

3. Opportunities for B to get other substitute outcomes are less. 

4. The degree in which the number of outcomes for which B depends on A is higher. 


Dependence factors are vital because they determine the amount of power and 
influence the organization possesses to retain its employees. Be aware, however, 
that this not necessarily will imply also having loyal, satisfied, or happy personnel. 
The latter will depend more on issues like the existence of fair treatment and career 
opportunities, recognition, freedom of action, and participation in the outcomes of 
the organization. 
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6.3. Gaining power in organizations 

Using power resources and coalition formation, one can obtain valuable outcomes 
in organizations. Some power resources are hard to get; others aren’t. Diagrams 1 & 
2 indicated already capital, labor, equipment, materials, machines, and tools in an 
efficiently prearranged, and effectively managed organization as resources that 
produce the goods and services that customers need or want. It was clear also that 
all needs and desires can mobilize powerful resources to provide the satisfaction 
that customers are looking for. Everyday needs and desires are, e.g., money, all sorts 
of goods and services, solutions for problems, reducing uncertainties, love, freedom, 
education, progress, acceptance, and status. Consequently, different resource types 
that find use in exchange relationships are, in kind, among others, economic, psy- 
chological, physical, legal, informational, and cognitive. The purpose of the power 
resources, as mentioned above, should be evident in most cases. Perhaps it is worth 
clarifying for the case of the cognitive resources that it refers here to expertise, 
which is an agglomeration of knowledge, knowhow, talents, skills, and experience, 
and that it results most valuable in complicated situations or circumstances in which 
we must reduce uncertainties. It is when the adage “Knowledge is Power” claims its 
maximum validity. 


The second way to gain power for valuable outcomes in organizations is through 
coalition formation. Through this, the influence of the parties involved increases and 
serves their (congruent and incongruent) interests better. One thing to remember is 
that coalitions are never neutral. Thus, they will always aim at their most essential 
needs and the possible reaction of other groups. They mainly comply with two 
functions, which are: 

|. The pooling of resources. 

Il. Limiting the alternatives for others. 


Two basic types of coalitions are: 

A. Revolutionary. 

The weaker members ally against the stronger one(s) to gain an advantage. 

B. Conservative. 

The more influential members pact against a weaker one(s) to secure outcomes. 


Two considerations for the forming of coalitions are: 


a. Does this partnership help us better reach our (revolutionary or conservative) 
goals? 
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b. Is there a similitude in thinking and interests that will help us work together 
better? 


Finally, after the coalition has succeeded in reaching its goals, there are two 
criteria for the distribution of the gains. These criteria are the equality criterion 
and the fairness criterion. When using the equality criterion, the results are 
allocated on a 50/50 basis, while with the fairness criterion, we take a specific 
weight into account for the efforts made by each member of the coalition. 


6.4. Forms of power in organizations 

A company's hierarchical structure contains positions, each of which provides 
specific power to its holders. This power is sustained or legitimized through a 
series of rules that all members of the organization accept. The regulations define 
the rights and obligations of the job holder and his subordinates. The agreed 
standards are, just like in the case of coalitions, not neutral. They, too, aim at 
serving, in the best possible way, the interests of the company. Likewise, they 
represent the formal power that someone achieves through his or her position in 
the hierarchical structure of the organization. As a result, we can summarize 
formal power with the terms of position and legitimate power in the following 
Way: 


- Position power 
= Provides access to people, information, and authorizations. 
= Determines the degree of influence on decisions in different places and on 
different levels of the organization. 
= The decisions can be strategic, organizational, or operational. 
- Legitimate power 
=" The power that has been granted to a position can only be benefited if it is 
accepted and justified by all parties involved. 
= Mentioned acceptance and justification legitimates the position power and 
provides the holder of the position its authority. 
= Legitimation induces the element of CONSENT, as a critical element to 
justify power in a society based upon the rule of law! 
=" The rules and regulations upon which authority rests must remain within 
acceptable limits to safeguard their legitimacy. 


However, John French and Bertram Raven took in the early sixties of the last 
century, through a study that they had conducted on power in leadership roles, 
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the concept of formal power a step further by identifying aspects of personal 
power in organizations. French and Raven identified in this way five bases of 
power and classified them into the following two categories: formal power and 
personal power. In this classification method, formal power is described slightly 
differently than before, while the concept of personal power is introduced. 


- Formal Power 

= Legitimate power comes from having a position of power in an organization, 
such as being the boss or a key member of a leadership team. This power 
comes when employees in the organization recognize the authority of the 
individual. For example, the Chief Executive Officer (CEO) who determines 
the overall direction and the resource needs of the company. 

=" Coercive power conveys through fear of losing one’s job, being demoted, 
receiving a poor performance review, having prime projects taken away, 
etc. This power comes through menacing others. For example, the Vice 
President (VP) of Sales who threatens sales folks to meet targets or get 
substituted. 

= Reward power conveys through rewarding individuals for compliance with 
one’s wishes. Rewards may occur through giving bonuses, raises and 
promotion, extra time off from work, etc. For example, the supervisor who 
provides employees compensation time when they meet a goal for a plan. 

- Personal Power 

= Expert power comes from one’s experiences, skills, or knowledge. As 
someone gains experience in particular areas, and become competent 
leaders in those areas, they begin gathering expert power that is useful to 
help others meet their goals. For example, the Project Manager who is an 
expert at solving particularly challenging problems to ensure that a project 
stays on track. 

= Referent power comes from being trusted and respected. For example, the 
Human Resources (HR) manager who is known for safeguarding employees 
from unfair treatment. 


Personal power, many times, is referred to as informal power, and is based on the 
characteristics of a person. We end up this way with two different but related 
forms of classifying power in management and organizations. Position, consent, 
know-how, and charisma, applied in positive or negative ways, are here clearly the 
sources and resources for the use of power in an organization. 
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6.5. The distribution of power 

There is a correlation between hierarchical positions and exerted power and 
influence throughout an organization, which is normally clear and consistent. 
Other characteristics of the organizational structure don't show such a clear 
relation with the power distribution within companies. The perceived power per 
position can be measured and visualized in an apparent control-graph. Thus, one 
can know the degree and the difference of influence per management level and 
the workers. A distribution pattern of power and influence in the organization can 
make it particularly clear to what extent power is equally distributed and favors 
cooperation and a fluid way of working. 


The ‘control-graph’ that follows gives an example of such a distribution of 
influence per management level in two different organizations O1 and O2: 


Control-Graph 


Level of formal 


power and 3 
influence 


CEO Mer. Sup. Workers 


=@= (01) —e=(02) 


Graph 1: distribution of power and influence 


In organization O1, the slope of the graph is more inclined. Consequently, the graph 
has a more pronounced height, which indicates that the distribution of power and 
influence within O1 is more uneven than in organization O02, where the slope and 
height of the graph are less prominent. O1 is called a more vertical organization and 
has a higher concentration of power at the top. In organization O2, there is more 
decentralization of power with greater participation of the work floor. In practice, 
every administration must find out which organization structure, whith corresponding 
authority levels, serves its purposes best. 
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6.6. The use of power 

We can distinguish between “power to ...” and “power over ....”. The power to do 
things detaches from other people and is many times, technical. Especially powerful 
here is the power to solve problems, be it the logical, or the creative way. The other 
use of power refers to the control exercised over people. Here it is termed social 
power. 


Conflicting interests create frictions and tensions that lead to influencing tactics. 
Research reveals that there are two primary forms for the use of social power: 

|. Accommodating/Cooperating/Normailizing. 

Il. Confronting/Competing/Repressing. 


Which form of power tactic a manager uses, depends further on the following four 
factors: 

1. Self-confidence. 

2. Opinion about subordinates. 

3. Hierarchical position. 

4. Personal relations. 


A self-confident manager, holding positive views about his subordinates, or dealing 
with peers, will tend to make more use of cooperating tactics. Mentioned tactics are 
all based on circular and interdependent relations which favor a positive work system. 
On the contrary, a manager with possible low self-esteem dealing with workers that 
he does not have in high regard will more easily choose for confronting and 
repressing linear tactics that, on the long run, will result in less positive outcomes. 


Besides the cooperative and confronting forms of using power, there are other forms 
of influencing colleagues and dependents, like using arguments, dealing, requesting, 
asking favors, and persuading’. Furthermore, the use of power can occur along 
dimensions that are: rational or irrational, explicit or implicit, for business or not for 
business. These forms offer additional angles to look at power than the ones cited 
earlier of ‘to or over’, ‘active or passive’, ‘positive or negative’, and ‘formal or 
informal’. For a comprehensive overview of the different forms of uses of power 
indicated so far, please check Chapter 10, Table 5, on page 36 of this text. 


5 See also appendix V, p. 50-51. 
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6.7. Effects of the use of power 

Once mobilized, power exerts an influence that produces an effect, result, or 
outcome that can result in desired or undesired. 

The desired effect could be achieving company and personal goals and objectives. 
Undesired effects are, for instance, resistance, boycotts, or strikes. 


As already stated, desires, and wants mobilize power to satisfy them. A worker's 
satisfaction depends on the power tactics used by the manager. Cooperative and 
subtle uses of power produce more satisfaction. Confronting or repressing power 
tactics produce more dissatisfaction. 


The worker's satisfaction or dissatisfaction manifests itself in: 


- Behavioral conformity: the worker accepts the decision of the boss without further 
consenting with him. This type of compliance will most probably occur with 
confronting approaches. 

- Postural conformity: the worker accepts and consents with the boss while 
identifying with his decision. This type of compliance happens most of the time in 
cases of cooperative approaches. 


Likewise, workers possess ableness and willingness. 
- Willing and able workers motivate their bosses to be more cooperative with them. 
- Unwilling workers provoke their bosses to treat them in more confronting ways. 


Practice teaches, that too much of confronting power raises the risk of conflicts, and 
ultimately erodes the legitimate basis of formal power. As a result, it is advisable to 
recur as much as possible to the accommodating/cooperating/normalizing uses of 
power while trying to gain postural conformity from the worker where simultaneously 
exists an acceptance of and consent with the manager’s decision. The mutual 
understanding between people is finally also determined by how they interrelate with 
each other. Positive interrelationships are strong interactions that lead to effective 
cooperative relations. They can become both a power source and resource in their 
own right! 


Two final factors that define the use of power tactics are the following obvious issues: 


- Support from third parties. 
- Existence or absence of a crisis. 
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7. The human factor and some of its peculiarities 


rom what | said so far about power in organizations, it is evident that humans, 

through their mindpower, play a crucial role in the achievement of the 

organizational goals. Therefore, a great responsibility falls on Human 
Resources to find and assign the employees with the right baggage of expertise to 
occupy the different positions in the organization. 


Another factor not said so far is that management theory, just like in economics, 
assumes rational behaviors and decision making from people, while in practice most 
of the time, we see the opposite. Humans behave, especially when not adequately 
trained, more subjective than objective, and more irrational than rational. The four 
factors, as indicated above, are interrelated but not identical. Since how they 
correlate in practice is important for understanding and dealing with people in 
general, but particularly at work, the following paragraphs will explain the 
mentioned factors in a way not dealt with in most texts about this subject. 

An objective person appears not personally involved in matters with which he or she 
is dealing. On the contrary, subjective behavior shows, personally engaged 
individuals. Rationality refers to thinking and acting that is sustained by reason or 
logic, while irrationality does indicate the contrary. The issue is that at work, as 
pointed out before, everybody is expected to behave objectively and rationally. 
However, this demands a lot of education and training, while people innately tend 
to be more subjective and irrational. Another thing is further that one could assume 
that objectivity and rationality always go together, while subjectivity and 
irrationality always pair concurrently. Nothing would be less accurate than this idea. 
The following graph tries to illustrate that: 
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Graph 2 combines mental modes on the vertical axis and behavioral modes on the 
horizontal axis. The 2 x 2 matrix that shows up illustrates four combinations of 
human behavior concerning their mental modes. 


First, we find what everybody should manifest in business, namely a behavior and 
mental mode based on objectivity and rationality. An example would be the 
manager or employee that is not personally involved in the company’s affairs and 
acts reasonably based on logical facts while being reflexive enough with his or her 
thoughts. This mental mode may demand a lot of education and training, but it is 
what can bring forth people that serve the organizational goals and the common 
good in the best possible way. 


At the other extreme, one finds the subjective and irrational person, who, as a rule, 
will be personally involved in all matters, while acting without much reason or logic. 
Don’t be surprised when they embrace a direct service of their self-interests. 
Unfortunately, many people, especially those without much consideration for others 
or ethics, will follow this pattern almost inevitably. 


But human behavior does not end here. It is as well possible to meet people who 
take an outwardly objective stand, and yet are irrational. These people will use 
sound, valid facts to support their self-interest. Many smart people can quickly 
resort to this type of behavior. Lastly, some are subjectively rational. This type of 
individuals uses a lot of logic and reason to justify, or make sound acceptable, their 
personal believes and interests. You must expect to meet them in politics, religion, 
and marketing. 


What correctly follows is the observation that of the four combined behavioral- 
mental modes mentioned earlier, three of them involve self-service. The reason for 
this, oftenly, is a lack of proper education, training, and ethics. In general, 
psychology teaches us that when ignorance, fear, distrust, dishonesty, and greed are 
paramount, these are the type of behaviors that one may expect from people. 


Digging a little further led to personal research findings pointing at consciousness® 
levels, culture, worldviews, values, and the human ego as possible sources of human 
misbehavior. Next, graphic 1 depicts the five areas mentioned before, while 


5 See also Appendix VI, p. 52. 


23 


explaining separately how a personal misconduct that may 
follow from them can be explained: 


7.1 Consciousness is essential for responsible behavior since it 
makes us aware that insatiable greed and ambition cause 
wrongdoings. Besides, theory formation and knowledge are 
critical intellectual concepts that breed within consciousness 
offering independent and decent ways of earning a living. 
Graphic 1 At the same time, it defeats ignorance and makes people 
more aware of their interconnectedness with the rest, and the consequences of 
their acts. The latter of course, is provided the person has a decent morale. 


7.2 Culture is vital for the way people deal with each other. It defines hence the 
behavior within societies and companies and acts as the glue that keeps them 
together by promoting the habits and norms that everybody follows by example. 
Culture is so the expression of people through their individual and technological 
abilities. It also defines what must be understood by freedom, progress, rules, 
tradition, community, and science. What is real and what it means to be human. If 
choked by fear or guilt, it creates roadblocks avoiding openness among its members 
and towards those from abroad as well. Fostering the right organizational culture on 
its turn results in a main condition to boost organizational results. 


7.3 Worldviews are the lenses through which people see and interpret the world 
around them. Organizations should promote transparency since this is the best way 
to establish trust for the accomplishment of the overall company goals. The contrary 
will lead to distrust that will make everybody start thinking mainly for themselves. 
There is also the choice between systems that enable decentralization with better 
participation and decision making that allow a better distribution of income, and 
centralized systems that end-up in the exclusion of the masses and privilege of the 
few. Having a clear view of this topic can make a significant difference in the 
development of any company. 


7.4 Values motivate people and explain their actions. Organizations should adopt 
those values that are more suitable for their conditions. The mentioned position will 
not only permit a faster internal development but will also benefit outsiders in the 
long run as it will increase trading and investment opportunities. Besides, building 
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on universal human values will allow pluriform cultures to neutralize or bridge their 
differences while creating a common ground for progress and growth. Fair 
treatment, honesty, and integrity are examples of such values. Without a doubt that 
values connect with a person’s morale and thus the person’s conscience. 


7.5 Ego determines to what extent a person is in balance with himself, others, and 
nature. On itself, the ego is neither good nor bad, in any way necessary! It provides 
the drive to maintain and enhance favorable views of a person and accounts for his 
or her sense of self-esteem and self-importance. In fact, the ego contains al positive 
and negative traits that conform a person’s personality. Problems start when the 
ego suffers a blow to a point that it features an inflated opinion of the person’s 
qualities and importance. It then contains intellectual, physical, social, and other 
overestimations. Egotism means placing oneself at the center of the world with no 
concern for other beings, including those "loved" or considered as "close." 
Uncontrolled Egos cause much financial and emotional damage through greed, 
deception, and lack of respect for their colleagues. It also leads to the so-called 
agency problem’. 


From the brief description of the topics: consciousness, culture, worldview, values, 
and ego, it becomes clear that they are significant. Unfortunately, very little 
attention, if any, is dedicated to them in the traditional educational systems of the 
West. Therefore, when poorly understood and used, they too contribute to negative 
behavior and service to the self in society and at work. Things go even more wrong 
when people walk around with at least some degree of personality disorders. This 
topic is too specialized and does not belong to the subjects covered in this text. The 
only note made here is that all personality disorders are mental disorders that lead 
to negative behavior or misconduct. No wonder thus, considering everything 
exposed in this chapter, that negativity’ exists on the work floor. This negativity is 
harmful to organizations and is a cause of substantial financial losses. Further, it 
creates a toxic atmosphere, increases personnel conflicts, hampers teamwork, raises 
employees’ turnover rates, creates more customers’ complaints, lowers work quality, 
and drains enthusiasm and passion out of productive employees (cf. Gary S. Topchik, 
2001). In short, servicing the self mainly or exclusively, and negative behaviors or 
misconduct, decrease the organizational ability, and consequentially its power, to 
achieve positive outcomes. More reason to look for solutions. 


7 See for more details Appendix VII, p. 53. 
8 See also Appendix VIII, p. 54. 
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8. Approaches worth considering 


f negative employee behavior isn’t good for the organization; then, of course, 

positive behavior is! For positive behavior, people must be motivated. Motivation 

is also referred to as “motive in action,” thus the employees need a cause or 
purpose to get acting. 


There are several motivational theories. Diagram 3 that follows hereunder, represent 
a summary of the most important ones: 


Motivation in Action 


Spiritual background: 


Values & Norms, Attitude, Self-image, 
Self-esteem, Concentration, Memory, 
Creativity, Reason, Intuition. 


& Wants 


OAL(S) 


OAL 


Personal Professional 


— Oe - - ae 


Fit 
Motivation factors: 


Challenges, trust, freedom, power, 
reward, sex, respect, acceptation, 
appreciation and success. 


Diagram 3 
Needs and wants, form the drive toward a sub, or main goal when the person 


expects some gain in the form of a benefit. Consequently, we can also formulate 
motivation as a ‘desire multiplied by its expectation.’ Thus, with low expectations 
because of fear of failure or rejection, the desires can be blocked. Consequently, the 
person fails to set for its goals. 


On the other hand, exist real motivators or satisfiers, and the temporary motivators 
or dissatisfiers. Frederick Herzberg (1923 — 2000) identifies in his two-factor theory 
as Satisfiers: achievement, recognition, responsibility, challenge, promotion, and 
growth. Note that all satisfiers contain a spiritual value. As hygiene factors or 
dissatisfiers, he ranks from highest to lowest importance: company policy, 
supervision, employee's relationship with their boss, work conditions, salary, and 
relationships with peers. If the company does not eliminate the dissatisfiers, the 


26 


employees will get dissatisfied and less motivated. Only by working on the real 
motivators or satisfiers will keep the employees highly motivated and content. 


Other research findings and experience also recognize trust, freedom, ambition, 
power, sex, respect, acceptance, and success as essential motivation factors. At the 
same time, it is important to remember that Abraham Maslow in 1943, proposed his 
‘Theory of Human Motivation’ in which he identifies from lowest to highest ranking: 
physiological, emotional, mental, and spiritual needs as being responsible for human 
action. Also, here thus appear spiritual needs as the highest in rank. Markedly 
enough, making a difference, and rendering service to others, fall at this point under 
the most top type of needs. 


But ‘needs’ don’t appear out of thin air. They form part of the human mind that 
functions through the human brain, and that we can identify as the most formidable 
source of power. A person’s system of values & norms, attitude, self-image, and self- 
esteem, all spiritual traits, will help determine the type of needs, wants, and desires 
that he or she will express. At the same time, our mental faculties like concentration, 
memory, creativity, reason, and intuition urge a person’s drive toward achieving his 
or her goals. Ambition can give at this point a particular stimulus. 


Finally, goal achievement will grant satisfaction. Be it personal, professional, or both. 
As it becomes apparent, joining together or fitting personal and professional goals 
will always deliver the best results. 


8.1 Understanding lower and higher needs 

Both Maslow and Herzberg show the importance of needs in motivation. Herzberg 
goes a step further and unveils that the lower needs, which are all mundane and 
temporary, also belong to a lower state of consciousness. The higher needs are more 
durable, spiritual in nature, and belong to more top states of consciousness. Service 
to the self appears in egotistic individuals that place themselves at the center of the 
world missing in this way their connection to the rest. Service to others surfaces as a 
highest-ranked spiritual need belonging likewise to a high consciousness level. 


The latter 1s nothing new. Since the end of the nineteenth century did Alfred Adler, an 
Austrian medical doctor and psychotherapist established his school of individual 
psychology. In his theory, he uses the term "individual" to mean the person as a 
unified whole. Graph 3 exhibits, in summary, the core idea of Adler’s theory: 
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The Principal Law of Individual Psychology is “the higher sdiahicnataieal 


‘ F PSYCHOLOGY 
the service to self, the lower the sense of community and 
Alfred Adler 


public assistance,” and vice versa! 1870-1937 


Thus, service to society decreases when service to self 
increases. Expressed formally: there is a relationship that 
is inversely proportional between service to self and 
service to society. 


Service to 
SOCIETY 


Service to 
SELF 


Adler’s law makes understandable why egotistic people Graphs 

either through ignorance, insecurity, distrust, fear, or an overstated ambition, don’t 
care, nor show compassion for their fellow men. Finally, it should also have become 
clear by now that there is a triptych relation between needs, consciousness levels, 
and human values. 


8.2 Unleashing values in organizations 

Charles O’Reilly and Jeffrey Pfeffer III, in their book Hidden Value (2000), explain how 
research findings confirm that to be successful, a company doesn’t need to hire the 
most talented workers available in the market. Instead, the existing group of workers 
must receive continuous training. Company leaders must pay attention to the needs, 
wants, claims, and suggestions of all workers and clients. At the same time, 
cooperation between all workers is essential. Next, company and human values must 
be linked consequently with the organizational strategy and management practice. 


It seems that Universal Human Values work excellently in a mixed cultural 
environment, acting as a unique instrument that can bridge all differences and bring 
unity in diversity. The Universal Declaration of Human Rights is an excellent source 
for finding such values. 


¢ Values, Mission, Vision, Objectives Once the organization defined its core values, 
* Organization Chart & Processes HRM can proceed to ground them together 
with the organization’s mission, vision, and 
objectives in an integrated system, as 


¢ Job Descriptions 


Job Rati Po rare Pied 
yy ee indicated in diagram 4. The idea is to embed 
* Compensation System all strategic elements of the organization in its 
kg * Assessments & Rewards culture, processes, and structure. In this way, 


all employees must know through their job 


Diagram 4 
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description what the organization expects from them and that they will receive 
assessment, get rated, and rewarded to the extent that they give their contribution 
to the organization’s success. It seems that such a value-based management system? 
is what creates great companies that achieve extraordinary results with ordinary 
people. 


8.3 Standing out together 

When an organization operates on a value-based management system, it becomes 
clear that, notwithstanding how well selected, educated, and trained the employees 
are, they will have to cooperate to reach the organizational objectives and goals. 
Organizations are so complex that in no way one individual alone can do all the work. 
Teamwork is thus highly recommended. The collaborative effort of a group to 
achieve a common goal or to complete a task most effectively and efficiently can be 
an excellent way to define teamwork. Consequently, we find a group of inter- 
dependent individuals working together based on a common interest. Consider it 
healthy if besides the collaboration practices, also sorts and degrees of competition 
pop up. For teamwork to function correctly in an organization, the right conditions 
must exist. Table 3 specifies in short, the most important enabling and obstructing 
conditions for cooperation: 


Teamwork conditions ... 


Enabling Obstructing 
* Respect, Trust, and Acceptance of each * Poor communication between the team 
other. members. 
* Everyone its own responsibility. . on knowledge about each others 
work. 


Involvement and commitment. 


Conflicting interests. 
* Inadequate support of higher 


Feeling of interdependence. 


. eee what is expected of each team management. 
ae . * Inconsistent decision making. 
¢ Fair personal growth and remuneration ni ; 
plans. * Missing the right resources. 
* Pleasant work atmosphere. * Insecurity and/or work stress. 
Table 3 


A particular type of teamwork is the so-called “structured work progress meeting”. 
Next to proper work planning’? and coordination, experience learns that, when done 
thoughtfully and correctly, this system improves work performance in all 
organizations. 


° See further Appendix IX, p. 55-56. 
10 See further Appendix X, p. 57. 
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8.4 Getting across the messages 

If motivation is paramount in an organization for management and leadership, at 
least as necessary is communication. If, in chapter 6, culture was called the glue that 
keeps a society together, then the interchange of meaningful information between 
individuals is the most important element within that revealed cultural glue. 


People are social beings, which means that for a group to function, survive, and 
thrive, it must belong to a social system. A system that is alive. Communication, and 
particularly honest and effective communication, is, therefore, what keeps every 
living system going. And all work organizations represent such a living social system. 


The previous paragraph also revealed how an organization’s arrangement of values, 
mission, vision, goals, and objectives, must be communicated to the employees 
through a system of organization charts, processes, job descriptions, etc. till ending 
with the employee’s assessment and reward. Next, good teamwork demanded 
excellent communication within the organization as well. 


In general, an organization requires an actual formal and informal system to 
communicate internally and with the external world. Failing in having such a system 
will create misunderstandings, speculation, and insecurity. The flourishing of gossip 
circuits in organizations is so many times due to the failure of a system that conveys 
official data timely and successfully between each other. 


A formal information system can contain an employee’s handbook, induction 
programs, training sessions, safety manuals, meetings with their corresponding 
minutes and follow-up plans, memo’s, letters, publication boards, brochures, folders, 
budgets, policy manual, strategic plans, and not to forget a management information 
system. 


Management Information Systems, abbreviated MIS, inform periodically, through 
indicators, about the company’s performance in critical areas such as Finance, Sales 
& Marketing, Processes, and Personnel. The Balanced Scorecard, developed by 
Robert S. Kaplan from Harvard University and David P. Norton is such a system. 


All communication follows a path where there is a sender that encodes a message 
and sends it through a channel to a receiver that must decode the original message. 


30 


The message itself can, particularly in the communication channels, suffer from 
noise. Noise is any disturbing factor that deforms the transmitted message. There 
are further different types and styles of communication. Hereunder follows, in brief, 
some crucial terms in communication: 


Definition: The process of passing information and understanding from one person 
to another. 

Message: The content of the communication process. 

Types: Verbal, non-Verbal, Written. 

Styles: Western, non-Western. 

Channels: |nternet, Fax, Memo, Letter, Telephone, Banner, Flyer, Meeting. 

Kinds of noise: Physical, physiological, psychological, and semantic. 


The terms indicated above should be clear enough, so only the following explanation 
about communication noise and styles suffice. By noise we mean any distortion of 
the message that occurs in a communication channel. 


Regarding communication styles points Hayashi (1984) to a dichotomy of cultures at 
the world level. In particular, he makes a distinction between "Western" and 
"Japanese" organizations. The Japanese style he calls collectivist and is more people 
oriented. This style possesses characteristics that also appear in other "non- 
Western" cultures. On the other hand, he attributes to the Western style an 
individualistic character that is more result oriented. Table 4 summarizes the main 
differences between the Western and non-Western styles of communication. It is 
essential to realize that outside Europe, the USA, Canada, and Australia, the use of 
non-western communication style is highest. For an effective way of communicating 
in organizations, it is essential to know which method, or forms, are in use because 
this will enhance work coordination and goal-reaching. 


Communication Styles 


a matter of culture ... 


Western (individualistic) 


Non-Western (collectivist) 


* Linear 


* Circular 


* Direct 


* Indirect 


* Low context level 


* High context level 


* Attached (emotional) 


* Unattached (not emotional) 


* Intellectual 


* Relational 


* Practical 


* Personal 


Table 4 
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8.5 Achieving goals and grasping opportunities 

Important is too that an organization doesn’t lose itself within. After all, it forms part 
of a larger regional, national, and international whole. In this respect, it must get to 
know not only its internal strengths and weaknesses but also become aware of the 
best-known external opportunities and threats. Indeed, we are referring now to the 
famous SWOT-analysis technique, developed at Stanford University, USA, between 
1960 — 1970, where Albert Humphrey, is mentioned many times as the creator of the 
cited instrument. 


SWOT has proven its usefulness for strategic and policy development all over the 
world. The essence of this tool is to make the organization more aware of how to use 
its strengths to grasp existing or new market opportunities and effectively ward off 
threats to achieving organizational goals. At the same time, eliminate, neutralize, or 
strengthen the organization’s weaknesses so that they don’t form an obstacle to 
taking advantage of the opportunities or offer a particular entrance for the threats. 
Moreover, companies must have an Intelligent Market Information system, or IMI, 
that supports their decision-making and SWOT analysis. 


8.6 Reaching compromises 

Negotiation is a particular way of cooperating by making concessions to reach one’s 
goals. It is a method by which people settle differences by agreeing while avoiding 
fight and dispute. 


When a disagreement arises in or between organizations, the objective is to achieve 
the best possible outcome for the positions involved. Keys to a successful outcome 
are then the principles of fairness, seeking mutual benefits (win-win), and keeping a 
relationship. Also, adding water to the wine is a known best practice when 
negotiating. 


Markedly enough, the underlying power principles of mutual interests and 
dependence are present in negotiations. The higher the longing of one party is for a 
particular issue, the higher the negotiation power of the other will be. And the higher 
the dependence degree of one party is from the other, the lower the negotiation 
power of the first party will remain. Negotiations reign among others in international 
affairs, the legal system, government, industrial disputes, or in personal and family 
relationships. Negotiation skills can, without a doubt, be of great help in resolving 
differences that arise between parties. 
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9. Influences from the context 


Keith Dowding (1960 - present), is Professor of Political Science at the Australian National 
University, Canberra, Australia. Dowding is best known for his work on ‘power.' 
Expanding on Brian Barry's concept of ‘luck' (getting what you want without trying) he 
argues that some groups of people are ‘systematically lucky' in that they are advantaged 
because of the way their society is structured. Making the important distinction between 
power and luck, Dowding develops the concept of systematic luck and explains how some 
groups get what they want without trying, while the efforts of others are little rewarded. 


isolation. Instead, they form part of a society that can willingly and 


Ts point that Dowding makes is that people and organizations don’t exist in 
unwillingly affect them in either positive or negative ways. 


Said, differently, the existing political, economic, social, and technical conditions, 
to mention some, can inevitably benefit or work against you. In this respect it is 
also important to remark that psychology teaches that humans act so many times 
unwittingly, and that our subconscious is heavily influenced by the environment. 
In the same vein, sociology sustains that people’s social behavior is undeniably 
shaped by the economic structure of a country. 


Furthermore, outside the organization are competitors and developments that 
threaten the company, as well as institutions and partners, to form beneficial 
coalitions and networks with. 


Paragraph 8.5 just tipped at the swot-technique that can help an organization grasp 
market opportunities and achieve organizational goals by taking advantage of its 
strengths. 


Thus, depending on the circumstances and the organization’s relationship with them, 
the latter can improve or diminish its ability to attain positive outcomes. 


Therefore, it is always wise to analyze the company’s context for possible impacts. 
After all, nobody reigns alone, and isolated power doesn’t exist. 


The following ten areas of possible impacts are the most important ones to consider: 
Political developments, economic situations, social shifts, technical innovations, 
demographic trends, ecological changes, legal requirements, scientific advances, 
institutional changes, and to finish with, religious beliefs and traditions. 
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10. The crux of the matter 


Chapters 1 through 9 of this short and thoughtful book laid out the workings of 
power from its sources within the human being and its environment, until the 
achievement of proposed organizational financial and societal results. Now, this last 
chapter summarizes the essential ideas, from an arrangement of thoughts, that can 
explain power based on general (individual and group) principles. Furthermore, these 
explaining ideas contain a starting point for more in-depth research, theory building, 
and qualified consultancy work regarding power in many types of organizations*?. 


Text Box 1 
10.1 General overview 


ower, in organizations, refers to the capacity or ability to direct or influence 

the behavior of others or the course of events. The idea is to meet goals and 

get compensated for the costs made and gain profits for the risks that the 
company takes. To accomplish this, the company needs resources in the form of 
people, capital, materials, and equipment, arranged in such a way that they produce 
goods and services that are in demand. If the market produces satisfied and happy 
customers, this will yield outcomes or results that will generate the required 
compensations and profits mentioned before. 


The capacity to direct or influence the behavior of others in the basic formulation of 
power is elementary. Nevertheless, its applications and workings are complex, 
considering on one hand the various fields, levels, types, and use of resources that 
are involved, and on the other hand that work, most of the time, does not progress 
along linear chains of cause and effect, but rather in circular change processes. 


We can distinguish between ‘power to ...’ and ‘power over ...’. The power to do things 
is detached from other people, and many times technical in nature. Especially power- 
ful here is the power to solve problems, be it the logical, or the creative way. The 
other use of power refers to the power exercised over people. Here it is termed 
social power and is closely related to the two words dependence and influence. 


The words dependence, power, and influence not only keep a functional relationship 
with each other, but they also have a link that can be defined conceptually. 


1 See further Appendix XI, p. 58. 
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In this way we find that: 


Dependence = Potential Power! 
Power = Potential influence! 
Influence = Mobilized power to achieve an effect! 


Power is neither good nor bad. It is its applications that can bear a positive or negative 
implication. Hence, it is the power holder that must have good morals each time that 
the power outcomes must comply with ethical norms. 


Organizational results are not only obtained by directing and influencing people. 
Whether dedicated to the production of goods, or to render services, additional 
resources are needed in the form of capital, materials, machines, equipment, and 
tools that must be arranged in such a way that they bring forth the goods and 
services that are in demand. 


The following ten tenets, help understand the concept of power better: 


10 Tenets About Power 
Tenet 1: Power is invisible, but a real and immediate ability. 
Tenet 2: The ruler's goal is to influence others to do his or her WILL. 
Tenet 3: Dependence is at the basis of all power relations. 
Tenet 4: There are two basic uses of social power. 
Tenet 5: Hierarchy provides a legitimate bais for power. 
Tenet 6: Nobody reigns alone. 
Tenet 7: Power requires balance. 
Tenet 8: Nothing is free. 
Tenet 9: Isolated power does not exist. 
Tenet 10: Nobody has absolute power. 


From the above-indicated tenets, number 3 is the most important one since power 
closely relates to the topics of dependence and influence. After all, to get things, or 
the other going, one must exercise control over them. Mentioned influence is more 
substantial in the degree that the one depends on the power holder. 


The degree in which two individuals or parties depend on each other varies 
contingent on certain factors. In the case of employee B that depends on his 
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manager A, there will be an increase in the degree of dependence of B from A 
when: 


1. The degree of value or importance of the expected result for B from A is higher. 
2. Chances for B to obtain alternative desired results elsewhere are less. 

3. Chances for B to get other substitute outcomes are less. 

4. The degree in which the number of outcomes for which B depends on A is higher. 


Dependence relations are consequently not fixed. One can gain and distribute power, 
to the extent that the powerful remains powerful, or become powerless. In the same 
vein, the powerless can become powerful. These are two paradoxes of power. 


Two basic types of social power that tenet 4 refers to are: 
|. Accommodating/Cooperating/Normalizing. 
Il. Confronting/Competing/Repressing. 


Type | is preferable and is considered strong. The second type should only apply 
when the first one does not work. Besides, it is deemed weak. Abuse of confronting 
or repressing power will finally erode the legitimate bases of the implied power. 


Other types of power that move along different dimensions exist as well. Table 5 
exhibits some of the most important ones used in organizations: 


Uses of Power 
Dimension Examples Dimension Examples 


Active:|Decisions, orders, actions Passive:|Laws, rules, norms 


Positive: |Promotion for merit Negative:|Threatening dismissal 


Formal:|Position, function Informal:|Charisma 


Rational:| Factual support Irrational:| Manipulation 


Explicit:|Problem solving Implicit: |Inducing favors 
For business:|Formal requests Not for business:|Respond to feelings 


Table 5 


Which form of power tactic, a leader, manager, or supervisor, uses depends further 
mainly on one of the following four personal factors: 

1. Self-confidence. 

2. Opinion about subordinates. 

3. Hierarchical position. 

4. Personal relations. 
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One can gain power through 1. resources (see also section 10.2) and 2. coalition 
formation. 


The second way to gain power increases the influence of the parties involved and 
serves their (congruent and incongruent) interests better. Coalitions are never 
neutral. Thus, they will always aim at their most essential needs and the possible 
reaction of other groups. They mainly comply with two functions, which are: 

|. The pooling of resources. 

Il. Limiting the alternatives for others. 


After the coalition has succeeded in reaching its goals, there are two criteria for the 
distribution of the gains. These criteria are the equality criterion and the fairness 
criterion. 


The use of power in organizations has its effects on the behavior of the workers who 
will show their satisfaction or dissatisfaction. The worker's satisfaction or 
dissatisfaction manifests itself in: 

- Behavioral conformity: the worker accepts the decision of 
the boss without further consenting with him. This type of 
compliance will most probably occur with confronting 
approaches. 

- Postural conformity: the worker accepts and consents with 
the boss while identifying with his decision. This type of 
compliance happens most of the time in cases of cooperative 
approaches. 


Likewise, workers can be able and willing. 

- Willing and able workers motivate their bosses to be more 
cooperative with them. 

- Unwilling and unable workers impel their bosses to act in 
more confronting ways. 


Two final factors that define the use of power tactics are the 
following obvious issues: 

- Support from third parties. 

- Existence or absence of a crisis. 


37 


10.2 The Organization 


Diagram 1 in chapter 1 unveils some essential power parts, namely mindpower, 
capital, equipment, materials, and labor, that provide the organization its ability to 
set for its goals and results. Customers’ needs and wants are regarded as power 
(re)sources as well. They rouse the organization’s motive for its existence. 


The motivation of an organization’s managers and workers is another powerful 
propelling force. “Capital” and “Labor” form both parts of the company’s vital assets. 
Together with equipment, machines, and tools, they represent an essential part of its 
potential to achieve the desired positive outcomes in the forms of net profits and/or 
social benefits. However, the company must know how to make and keep its 
customers happy and satisfied. Client satisfaction is, therefore, always a company’s 
crucial indicator of success. 


Diagram 2 in chapter 2, shows, in fact, the same as diagram 1 but from a different 
perspective. The first three steps represent the three essential elements that 
constitute the whole internal part of an organization, which are: organizational 
culture, processes, and structure. Likewise, we find here the company’s other 
already mentioned mindpower and resources, including the staff, employees, and 
workers. Well organized, aligned, and focused, an administration is a real power- 
house. Improving it will undoubtedly raise the organization’s output and end results. 
Notwithstanding the latter, caution is recommended. Organizations, namely, are not 
alone in the marketplace, while political, legal, economic, and technical situations, 
amon others, can take unexpected turns. As a result, companies should always 
remain aware of the competition and changing conditions to avert undesired 
developments. 


10.3 The Human Factor 


Education is a process of systematically learning something in an institution that develops a 
sense of judgment and reasoning. It can be offered to all employees, irrespective of their 
grades or level on the corporate ladder. 

Training implies the act of imparting a particular skill or behavior to a person. It is available 
to employees of the different levels. 

Formation is the process of influencing or guiding a person to a deeper understanding of a 
particular vocation. "Formation" almost always has a professional connotation. 


Text Box 2 
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Throughout this text, it became clear that the role of people in organizations is 
paramount. Their knowledge, experience, talents, and skills, as well as their 
ambitions, motivation, loyalty, and ethics, are essential for working together in the 
achievement of positive outcomes for the company. The latter suggests receiving 
an adequate education, training, and formation, plus active participation ina 
continuous learning organization. 


Importantly all employees together form an organizational culture. Here one finds 
the values and norms that motivate the people in the organization, the ways they 
interact with each other, and how management makes its decisions. Convivial 
aspects and procedural aspects exist that are in balance with each other, or not. 
Then, the organization is unified, differentiated, or fragmented. The latter elements 
will indicate more cooperating, competing or opposing groups of people. The 
organization will also be focusing its actions more internally or externally, and more 
on control or flexibility. The culture of an organization is ultimately the glue that 
keeps the whole together and the source of all the potentialities that propels it 
forward. Finally, cultural habits can make or break the success of an organization in 
practically any market. 


One of the most effective instruments that influence all actions that lead to the 
achievement of the desired results is decision making. Decision making is thus a tool 
for organizational control. And as known, control is power! 

Management, in general, will have to face three main types of decisions, which are: 
operational decisions, tactical decisions, and strategic decisions. These decisions can 
further be dissected by field, mode, approach, and circumstance. 

The method for making decisions can be objective or subjective. Another aspect of 
decisions is the style according to which management makes them. Decision making 
styles go from autocratic to democratic. The autocratic style is top-down and keeps 
all responsibility for a single person. The democratic style is more bottom-up and 
permits the engagement of all employees. In between are organizations that allow 
more or fewer degrees of participation. In all cases, as stated above, the temporary 
or specific delegation of authority is also possible. Management most commonly 
does this with routine decisions. Whenever more people are involved in the 
decision-making process, they must be knowledgeable enough, and accordingly 
have the ability, but also the willingness, to be held responsible and accountable for 
their co-decisions. Having more or fewer people participating in the decision-making 
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process must be weighed against the benefits of a higher speed in decision making 
and those of more top quality and legitimacy of the decisions. In any way, always 
consider that those who make decisions, write rules, and norms, are real power 
holders. 


But decision making assumes rational choices. In practice, however, we see so many 
times the opposite. Decisions are made objectively or subjectively. However, 
especially when not properly trained, people are more subjective than objective and 
more irrational than rational. The four factors mentioned above are interrelated but 
not identical to each other. An objective person doesn’t get personally involved in 
matters with which he or she is dealing. Subjective behavior shows personally 
engaged individuals. Rationality refers to thinking and acting that is sustained by 
reason or logic, while irrationality does indicate the contrary. 


Research findings point further at consciousness levels, culture, worldviews, values, 
and the human ego as possible sources of human misbehavior. But very little 
attention, if any, is dedicated to them in the traditional educational systems of the 
West. So, they too contribute to negative behavior and service to the self. Things go 
even more wrong when people walk around with at least some degree of 
personality disorders. Markedly, all personality disorders are, in fact, mental 
disorders that lead to negative behavior or misconduct. 


No wonder, thus, that negativity exists on the work floor. This negativity is harmful 
to organizations and is a cause of substantial financial losses. Further, it creates a 
toxic atmosphere, increases personnel conflicts, hampers teamwork, raises 
employees’ turnover rates, creates more customers’ complaints, lowers work 
quality, and drains enthusiasm and passion out of productive employees. In short, it 
decreases the organizational ability, and consequentially its power, to achieve 
positive outcomes. More reason to look for solutions. 


Motivation can offer such a solution since it spurs employees to behave positively. 
Motivation is also referred to as “motive in action.” Needs and wants, form the drive 
toward a sub or main goal when the person expects some gain in the form of a 
benefit. Consequently, we can also formulate motivation as a “desire multiplied by 
its expectation.” Maslow proposed in 1943 his “Theory of Human Motivation” in 
which he identifies from lowest to highest ranking: physiological, emotional, mental, 
and spiritual needs as being responsible for human action. According to Herzberg, 
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needs for achievement, recognition, responsibility, challenge, promotion, and 
growth form the real spiritual satisfiers, while pairing with high consciousness levels. 
Goal achievement grants satisfaction. Be it personal, professional, or both. Joining 
together or fitting personal and professional goals will always deliver the best 
results. 


Service to the self appears in egotistic individuals that place themselves at the center 
of the world missing in this way their connection to the rest. In organizations this can 
easily lead to the agency problem. Service to others surfaces as the highest-ranked 
spiritual need belonging likewise to a high consciousness level. Finally, it turns out 
that there is a triptych relation between needs, consciousness levels, and human 
values. 


O’Reilly and Pfeffer II] (2000) explain how research findings confirm that to be 
successful, a company doesn’t need to hire the most talented workers available in 
the market. Instead, the existing group of workers must consistently receive training. 
Cooperation between all workers is essential while linking company and human 
values, consequently with the organizational strategy and management practice. It 
seems that Universal Human Values work excellently in a mixed cultural 
environment, acting as a unique instrument that can bridge all differences and bring 
unity in diversity. 


Thus, value-based management practice represents a good start. However, 
teamwork is highly recommended. The collaborative effort of a group to achieve a 
common goal or to complete a task most effectively and efficiently is an excellent 
way to define teamwork. Consequently, we find a group of interdependent 
individuals working together based on common interests. Consider it healthy if 
besides the collaboration practices, also competition pops up between the 
cooperating partners. A particular type of teamwork is the so-called “structured work 
progress meeting”. Next to proper work planning and coordination (see also 
Appendix VIII, p. 54), experience learns that, when done thoughtfully and correctly, 
this system improves work performance in all organizations. 


Communication, and particularly useful communication, is what keeps every living 
system going. And all work organizations represent such a living social system. 

The organization’s arrangement of values, mission, vision, goals, and objectives must 
be communicated to the employees through a system of organization charts, 
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processes, job descriptions, etc. till ending with the employee’s assessment and 
reward. In general, an organization requires an effective formal and informal system 
to communicate internally and with the external world. Failing in having such a 
system will create misunderstandings, speculation, and insecurity. The flourishing of 
gossip circuits in organizations is so many times due to the failure of a system to 
communicate official data timely and effectively with each other. 


A formal information system can contain induction programs, an employee’s 
handbook, safety manuals, training sessions, meetings with their corresponding 
minutes and follow-up plans, memo’s, letters, publication boards, brochures, folders, 
budgets, policy manual, strategic plans, and not to forget a management information 
system. 


Management Information Systems, abbreviated MIS, inform periodically, through 
indicators, about the company’s performance in critical areas such as finance, sales & 
marketing, processes, and personnel. The Balanced Scorecard represents such a 
system. 


Hayashi (1984) makes a distinction between "Western" and "Japanese," or non- 
Western communication styles. The Japanese style he calls collectivist and is more 
people oriented. This style possesses characteristics that also appear in other "non- 
Western" cultures. He attributes to the Western-style, an individualistic character 
that is more result-oriented. It is essential to realize that outside Europe, the USA, 
Canada, and Australia, the non-Western communication style is the most in use. For 
an effective way of communicating in organizations, it is essential to know which 
methods or styles are in use because this will enhance work coordination and goal- 
reaching. 


An organization forms a part of a larger regional, national, and international whole. 
It, therefore, not only must know its internal strengths and weaknesses but the 
external opportunities and threats as well. The SWOT-analysis technique offers a tool 
to fulfill this need. The quintessence of this tool is to eliminate, neutralize, or 
strengthen the organization’s weaknesses, so that they don’t form an obstacle in 
taking advantage of the opportunities, nor offer a particular entrance for the threats. 
At the same time, and most importantly, the SWOT technique makes the 
organization more aware of how to use its strengths to effectively grasp existing or 
new market opportunities, and, ward off the threats for achieving the organizational 
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goals. SWOT has proven its usefulness for strategic and policy development in many 
parts of the world. 


Negotiation is a particular way of cooperating by making concessions to reach one’s 
goals. It is a system by which people settle differences by agreeing while avoiding 
fight and dispute. Keys to a successful outcome are then the principles of fairness, 
seeking mutual benefit (win-win), and keeping a relationship. Also, adding water to 
the wine is a known best practice when negotiating. Markedly enough, the 
underlying power principles of dependence and mutual interests are present in 
negotiations. The higher the longing of one party is for a particular issue, the higher 
the negotiation power of the other will be, while the higher the dependence degree 
of one party is from the other, the lower the negotiation power of the first party will 
remain. Negotiation skills can, without a doubt, be of great help in resolving 
differences that arise between parties. 


10.4 The Context 


People and organizations don’t exist in isolation. Instead, they form part of a society 
that can willingly and unwillingly affect them in either positive or negative ways. 


Outside the organization are competitors and developments that can threaten the 
company, as well as institutions and partners, to form beneficial coalitions and 
networks with. Therefore, it is always wise to analyze the company’s context for 
possible impacts. The following ten areas of potential impact are the most important 
ones to consider: Political developments, economic situations, social shifts, technical 
innovations, demographic trends, ecological changes, legal requirements, scientific 
advances, institutional changes, and to finish with, religious beliefs and traditions. 


Logically, above-indicated context-analysis, the MIS mentioned in paragraph 8.4, and 
eventually the Balanced Scorecard, all provide useful information for effectively 
directing the organization. Add to these data information about the market 
structure, sales channels, competitor’s activity, and consumer’s behavior, and you 
will have a Business Intelligence System (BIS) that is worth your company. 
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Appendix I: System thinking 


The word goal appears 35 times in a singular or plural form throughout this text. 
No doubt that this is an indication of its importance in organizations. After all, goals 
represent the magnitude and orientation of the enterprise: the efforts that all 
employees will have to make, and a measurement for their success. 


A point of special attention here is that when we refer to a concept like goals, our 
thoughts, almost automatically, go to linear processes. During such a process, 
something changes or progresses straight from one stage to another and has a 
starting point and an ending point. A direct process is useful for simple, constricted 
situations with controllable variables and predictable outcomes. Thus, OK for short 
tasks with a clear-cut purpose. 


Unfortunately, goals can become terrible for long-term endeavors that seek business 
success in complex situations. In these situations, there are many parties involved, 
with many uncontrollable variables that can produce unexpected changes and 
outcomes. Moreover, the processes here are more circular, interconnected, and 
working together as parts of a system. 


Jay Forrester wrote in 1958 about industrial dynamics. After him came Peter Senge, 
and Scott Adams, emphasizing work systems as a series of recurring interdependent 
actions that occur while permitting you to build and improve your chances of success 
during change processes. So, in system thinking, working together, providing 
feedback, and adapting to changing conditions are very central. It is also crucial for 
having the precise skills and doing the right things consistently. 


It proves that work systems are more likely to produce positive results in complex 
situations since they are more forceful, open, alert, and flexible. 


Most techniques and processes mentioned in this text, like coalitions, teamwork, 
structured work progress meetings, networking, the SWOT-technique, negotiation 
skills, and the learning organization, are work systems based on system thinking and 
system dynamics. Additionally, it is good to know that Quality Circles and the Lean- 
Six Sigma method, which | didn’t describe in this concise book, are known systems 
that lead to quality improvement, streamlining of processes, and positive results, 
goals, or outcomes. 
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Appendix II: Intelligence 


Intelligence is the (human) capacity to imagine, learn, understand, solve problems, 
and adapt to change. It is another word for the term mindpower used in this text, 
indicated as a necessary condition to access some vital forms of power, such as 
knowledge, decision-making skills, and dynamic work systems. 


Howard Gardner, an American developmental psychologist, sees human intelligence 
as differentiated into nine specific “modalities,” rather than seeing it as dominated 
by a single general ability. Furthermore, everyone has differently distributed 
personal aptitudes. In his book Frames of Mind (2011): The Theory of Multiple 
Intelligences, this author proposed a model resembling the following: 


naturalist 


understanding 


intra- 
personal 


understanding 


quantifying 
things, 


THE TYPES OF 


INTELLIGENCE 


logical- 
mathematical 


tackling 

the questions 
of why we live, 
and why we die 


; : See Ins) [pSenloS existential 
kinesthetic feelings and motives 


interpersonal 


Graphic 2: by Mark Vital 


It is hence no coincidence that the terms intelligence, imagination, knowledge, and 
power are intrinsically related to each other, while they can manifest themselves in 
numerous fields, at several levels and with different impacts. 
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Appendix III: Networks 


Graphic 3: Earth map: http://visibleearth.nasa.gov 


A net, web, group, or system of interconnected people or things is called a network. 
Networks often begin with a single point of the standard view. It can be technical, 
like in the case of an IT web, TV network, or Railroad system. Or, it can have a social 
nature under circumstances of many work and personal exchange systems. 


Networking is the exchange of contact information and ideas among people with a 
common profession or particular interest in similar areas. It functions in formal or 
informal settings. Professionals use networking to grow their circles of associates, 

to find new jobs, and to increase their awareness of new developments and trends in 
their fields or beyond. Inside organizations, people use networking to share and 
acquire information between divisions or departments and solve business problems. 
Between different, including competing organizations, networking can be useful in 
tackling common issues or threats. When starting a new business, it is crucial to 
network. 


Five tips for efficient and formal networking are: 
Introduce yourself. 

Explain what you do and what you want. 

Ask questions. 

Make a connection. 

Keep in touch or exit gracefully. 


Pi al 


Networking is vital for professionals and organizations in a dynamic and globalized 
world. It has proven to raise the chances of survival, development, and success of the 
parties involved. Moreover, a network of connections with their interdependent 
power relationships, provide a more accurate view of reality. 
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Appendix IV: The Key Pillars of Influence and Success 


Chapter 4 stressed the importance of decision-making and control. Now | will describe 
more in depth the relationship and importance of the tasks of decision-making and 
control while relating them to power in business organizations. 


First, some more key aspects of decision-making and control in business organizations: 
Decision-making, as is known by many, involves the process of choosing from available 
alternatives to make choices that must align with the organization's objectives and 
strategic direction. Effective decision-making thus plays a pivotal role in shaping the 
course of actions and outcomes within the organization. 


Key Points about Decision-Making in Control: 

1. Alignment with Objectives: Control mechanisms guide decision-making to ensure 
that choices made by individuals and teams are consistent with the organization's 
goals and mission. 

2. Information Gathering: Control requires relevant and accurate information to 
support decision-making. Regular monitoring and data analysis enable informed 
choices. 

3. Risk Assessment: Decision-making in control involves assessing potential risks and 
rewards associated with different options, promoting a balanced approach to 
achieve desired outcomes. 

4. Responsiveness and Adaptability: Control mechanisms must facilitate timely and 
agile decision-making to respond to changing circumstances and market 
dynamics. 

5. Delegation and Empowerment: Effective control allows for appropriate 
delegation of decision-making authority to different levels of the organization, 
empowering teams to act within their areas of responsibility. 

6. Accountability: Control ensures that decision-makers are accountable for their 
choices, promoting transparency and responsible behavior. 

7. Continuous Improvement: Decision-making in control should encourage a culture 
of learning from outcomes, fostering continuous improvement and optimization 
of processes. 


In short, decision-making is an integral part of control in business organizations. It 


influences how resources are allocated, strategies are implemented, and objectives 
are achieved. An effective control system facilitates informed, aligned, and 
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accountable decision-making to ensure the organization's success and adaptability in 
a dynamic and competitive environment. 


However, in business organizations, decision-making, control, and power are closely 
interrelated concepts. Power refers to the ability to influence decisions, resources, 
and people. Control, on the other hand, is the authority or capacity to direct and 
regulate activities. Effective power allows leaders to exercise control over various 
aspects of the organization, ensuring goals are achieved and resources are utilized 
efficiently. The relationship between power and control plays a pivotal role in 
shaping the organization's structure, culture, and overall success. 


Control, to be more specific, has two meanings which are verification and direction. 
The processes of verification and direction in control have a dual nature, as they 
serve distinct yet interconnected functions within business organizations. 


1. Verification: Verification involves assessing and confirming whether 
organizational activities are in alignment with predetermined standards, 
objectives, and performance metrics. It is a monitoring process that ensures 
compliance and adherence to established guidelines. Through verification, 
organizations can identify any deviations from the desired course and take 
corrective actions to bring activities back on track. 

Key Aspects of Verification: 

e Monitoring Performance: Control systems regularly monitor and evaluate 
performance indicators to gauge progress towards goals. 

e Comparing Standards: Actual results are compared against predetermined 
benchmarks and standards to identify variations. 

e Corrective Actions: Deviations from standards prompt corrective actions, such as 
adjustments in processes, resources, or strategies. 


2. Direction: Direction in control refers to providing guidance and influence to steer 
organizational activities towards the desired outcomes. It involves setting 
objectives, formulating strategies, and aligning resources to achieve targets 
effectively. Direction ensures that the organization's efforts are purposeful and 
aimed at fulfilling its mission and vision. 

Key Aspects of Direction: 

e Goal Setting: Leaders establish clear and achievable goals that reflect the 
organization's long-term vision. 
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e Strategy Formulation: Determining the approach and action plans required to 
achieve the set objectives. 

e Resource Allocation: Efficiently allocating resources, such as finances, manpower, 
and technology, to support the direction. 


Interconnected Nature: The dual nature of verification and direction intertwines in 
the control process. Verification relies on direction to establish standards and 
performance measures against which actual outcomes are assessed. Conversely, 
direction relies on verification to track progress towards goals and verify whether the 
chosen strategies are effective. 

Effective Control: An optimal balance between verification and direction ensures 
effective control within business organizations. Too much focus on verification 
without clear direction may lead to a rigid and bureaucratic environment, stifling 
innovation and adaptability. On the other hand, excessive direction without 
adequate verification may lead to a lack of accountability and oversight, resulting in 
inefficiencies and deviations from objectives. 

In short: The dual nature of verification and direction in control is essential for 
organizational success. Through verification, organizations ensure alignment with 
standards, while direction provides a purposeful path towards achieving objectives. 
Balancing these processes allows businesses to maintain efficiency, adaptability, and 
accountability in their operations. 


Other elements that go with decision-making, control and power are knowledge, 

know-how, rules, resources, creativity, persuasion, and persistence, that can work 

best in business organizations when applied strategically and ethically. 

To ensure these elements work best together: 

¢« Develop a strong organizational culture that aligns with the organization's values 
and goals. 

e Promote a learning organization that boosts the capacity of its personnel. 

e Empower employees at all levels to contribute their ideas and take ownership of 
their responsibilities. 

¢ Promote transparent communication and foster collaboration among different 
teams and departments. 

e« Encourage a proactive approach to problem-solving and decision-making, 
empowering employees to act swiftly when necessary. 

e Regularly assess and adapt organizational practices to remain relevant and 
responsive to changes in the market and industry. 


49 


Appendix V: Persuasion & Deception 


e: 2. se 


raphic 4: People persuading each other 
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According to Miriam-Webster 


Persuasion: the act or process or an instance of urging; an opinion held with 
complete assurance; a belief or set of beliefs, especially commercial, religious, or 
political ones. 


To persuade: to move by argument, petition, or complaint, to a belief, position, or 
course of action. 


Synonyms: argue, bring, bring around, convert, convince, gain, get, induce, move, 
prevail (on or upon), satisfy, talk (into), win (over). 


From the internet: 


In business: persuasion is a process aimed at changing a person's (or a group's) 
attitude or behavior toward some event, idea, object, or another person, by using 
written, spoken words or visual tools to convey information, feelings, or reasoning, 
or a combination thereof. 


Persuasive people know who they are. They are confident enough to be comfortable 
in their skin. By concentrating on what drives them and make them happy as an 
individual, they become a much more exciting and convincing person than if they 
attempt to win people over by trying to be the person others want them to be. 


Deception: the act of causing someone to accept as correct or valid what is false or 


invalid; the handiness of telling a lie and make someone believe that you trust the 
statement is true. 
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Difference between Persuasion and Deception 


... The critical difference is that with persuasion, you want someone to agree with 
something; with deception, you want someone to accept as true something which is 
not true. 


Putting It All Together 


Persuasive people are adept at sensing and responding to other people. They rely 
heavily on emotional intelligence (EQ) to bring people to their way of thinking. With 
90% of top performers high in emotional intelligence, it’s no wonder that persuasive 
people rely on this skill to get ahead. 


Add these skills to your repertoire, and you’re on your way to joining this exclusive 
group. If you want power and opportunity, and influence people, work on your 
persuasion skills. 


Take care you don’t use deception when persuading others. Because then you will 
have joined those who apply their power in negative, and even immoral ways. 
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Appendix VI: Consciousness & Conscience 


- Consciousness refers to a cognitive state of readiness or awareness. 
- Conscience permits an individual to distinguish right from wrong. Or said 
differently, conscience allows us to have feelings of remorse after wrongdoings. 


The abovementioned two human aptitudes may be related but are not the same. 
The following graph tries to illustrate this: 


Types of Personalities according to 
Consciousness Levels & Moral Principles 


Consciousness (Maslow, Herzberg & Values) 
Levels 
+ D A 
Wicked Altruistic 
Spiritual Mischievous Selfless 
(Higher needs) Cruel Philanthropic 


€ B 
Materialistic Anti-Social Social 
(Lower needs) Selfish/Egoistic Shared/Collective 
Insensitive Sensitive 
Morality/ 
a Immoral/Vicious/Hate Moral/Decent/Love + Values 
Conscience Levels 
Graph 4 


Herzberg’s motivational theory links Maslow’s hierarchy of needs with consciousness 
levels. Separating from it, we find a person’s behavior, which is also driven by his 
value system, that, on its turn, helps defining his morality and conscience level. 
Personal circumstances and societal norms form the conscience, as mentioned 
earlier. As a result, what is right or wrong differs sharply by culture. Combining 
consciousness with conscience levels, we find the four types of personalities 
depicted in graph 4, and laid out once more in the following table 6: 


| Need | Consciousness Conscience Personality 


Spiritual Moral/Decent/Love Altruistic/Selfless/Philanthropic 
Materialistic Moral/Decent/Love Social/Shared/Sensitive 
Materialistic Immoral/Vicious/Hate | Anti-Social/Selfish/Egoistic/Insensitive 


Spiritual Immoral/Vicious/Hate Wicked/Mischievous/Cruel 


Note: Spiritual is used here in terms of non-materialistic. Table 6 
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Appendix VII: The Agency Problem 


The agency problem is a conflict of interest inherent in any relationship where one 
party is expected to act in another's best interests. In corporate finance, the agency 
problem usually refers to a conflict of interest between a company's management 
and the company's stockholders (Definition by INVESTOPEDIA). 


It is avery common problem, and it can be observed in almost every organization 
irrespective of the fact that whether it is a church, club, company, or any 
government institution. It is a conflict of interest taking place that takes place when 
people who are interested in responsibilities misuse their authority and power for 
personal benefits. It can be resolved only if the organizations are willing to resolve it. 


Examples of the Agency 


There are basically three types of 


agency problems: Problem 
1. Managers vs Owners - In the public sector, representatives are supposed 
to look out after the interests of the districts 
(stockholders). that elected them. But they often take bribes and 


2. Owners (stockholders) vs raise their perks and pay at the public's expense. 
; * In the private sector, CEO's are supposed to look 


Creditors. out after the profitability of the company, and 


attend to the satisfaction and welfare of its 
3. Owners vs other stakeholders. customers, stockholders and workers. But CEOs 


often help themselves to skyrocketing salaries and 
: golden parachutes, evenas they downsize their 
The companies can try to resolve employees and defraud stockholders. 


these problems that can exist 
between its owners (stockholders) Text Box 3 

and management/ creditors/ other stakeholders (employees, customers, society, 
community, etc.) by means of: 

a. Taking instituting measures like tough screening mechanisms. 

b. Offering of incentives for good performance and behavior. 

c. Penalizing for poor performance and bad behavior. 


However, it is not possible for an organization to get completely healed from agency 
problems since the associated costs have the tendency to outweigh the total 
benefits. The agency problem should be considered as a negative application of 
power in organizations. 
cf. Article by: Madhuri Thakur 
https://www.wallstreetmojo.com/agency-problem/ 
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Appendix VIII: Combatting negativity 


At the end of chapter 7, we saw negativity as a harmful factor in organizations. 
Moreover, it popped-up as a cause of substantial financial losses. Further that, 
according to the author Gary Topchik, negativity creates a toxic atmosphere, 
increases personnel conflicts, hampers teamwork, raises employees’ turnover rates, 
creates more customers’ complaints, lowers work quality, and drains enthusiasm and 
passion out of productive employees. In this appendix the following table provides a 
short overview, from the same author, on how to fight negativity on the work floor: 


Combatting Workplace Negativity 


acting strategically 


¢ Find root causes * Empower employees to discourage 


* Be preventive negativity: 
; Sse * Give something to attain/grow 
* Educate don’t criticize * Applaud their achievements 


¢ Don’t participate yourself * Allow more control over their job 
* Speak up/make your voice heard * Provide opportunity to express 


; opinions 
* Don’t go alone i er aa ee 
¢ Address conflicts quickly and re 


calmly * Provide trust and respect 
¢ Fight negativity with positivity * Focus punishment and rules 
¢ Lead by example * Give recognition 


* Be inclusive 
Table 7 


Remember as well that besides teamwork and a fair use of power, the so-called 
“structured work progress meeting”, when done thoughtfully and correctly, drives 
out negativity while improving the work performance in your organization. 
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Appendix IX: Management System and Styles 


A management system is the way in which an organization manages the interrelated 
parts of its business to achieve its objectives. It contains a set of policies, processes, 
and procedures to ensure that it can fulfill the tasks required to achieve its 
objectives. These objectives aim to manage the organization's core activity. 


For instance, an environmental management system enables organizations to 
improve their environmental performance, and an occupational safety and 
health management system enables an organization to control its occupational 
health and safety risks. 


The following list indicates some essential activities that management systems aim to 
be in command of: 


e Product excellence 

e Innovation 

e Process handling 
© Occupational safety 
o Information security 
o Logistics effectiveness 
o Manufacturing method 
o Food quality 

e Result Orientation 
o Financial 
o Sales & Marketing 
o Client Relationships 

e Environment 

e Human Resources 
o Worker management 
o Legislative and regulatory conformance 


Management styles refer to the way in which managers work to fulfill their goals. 


It includes the way that a manager plans, organizes, makes decisions, delegates, and 
manages his or her staff. 
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It can vary widely depending on the company type, level of management, industry, 
country, and culture, as well as the administrator himself. An effective manager is 
someone who can adjust his management style in response to different factors, 
while keeping focused on successfully accomplishing goals, objectives, and targets. 


Four main styles of management are: 
e Autocratic (Coercive Management Style - Autocratic managers take complete control of 
the situation) ... 
e Democratic (Participative Management Style) ... 
e Laissez-faire (Delegative Management Style) ... 
e Persuasive (Charismatic Management Style) ... 


A special note applies here and that is that power most of the time is contested. So, 
don’t expect everything to run smooth all the time. On the contrary, be prepared for 
power struggles and rivalry. A good thing for a manager to have is character. And 
occasionally he, or she must be able to neutralize, by-pass, or outsmart opposing 
forces. Even, show his or her teeth. What also helps is to count on sufficient workers 
and collegues that trust and support the manager, particularly the direct suppervisor 
or boss. 
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Appendix X: The Deming Circle 


Getting around in circles can be a perfect way to get nowhere. This is the case with the 
alleged whirlpools in organizations. 
act PLAN Employees that are active all day 
penne ee hehesadyeatne Without ever fixing anything. But this 
should and can be avoided at all 


the process results 


Act Plan ae : 
costs by considering cyclical 
movements as a dynamic method 
Check Do r that can be chopped into Graphic 5: 
CHECK Execute the plan, taking courtesy of flevypro, http://flevy.com/pro 


Study the results small steps in controlled 


circumstances phases, each with a particular task to 
accomplish in a continuum of feed 
forward, and feedback procedures. This is the case with Deming’s PDCA circle. 


Eduard Deming (1900-1993), an American engineer, statistician, professor, author, 
lecturer, and management consultant promoted the ideas and works of Galileo Galilei 
(1564-1642), Francis Bacon (1909-1992), and finally Walter Shewhart (1891-1967) in 
the field of the Scientific Method, where inductive and deductive reasonings are 
combined in unbroken learning and improvement processes. After Deming’s lectures 
in 1950 in Japan, the Plan-Do-Check-Act approach was introduced in the USA in 1986, 
with a revision in 1993, as a quality improvement practice. At present the PDCA circle 
is widely used as a planning tool to achieve change and improve quality in education, 
service, production, and government organizations. It consists of the following four 
main steps: 


Step 1: PLAN — Identify change needs, analyze, and predict the results, and elaborate a plan to solve 
the problem(s). 

Step 2: DO — Execute the plan making small incremental steps at the time. Try as much as you can to 
work under controlled circumstances. 

Step 3: CHECK — Study the results by analyzing and comparing them with the ones foreseen. 

Step 4: ACT — Proceed with improving the work processes. Standardize to avoid repeating the old 
mistakes. 


A final note: do not confuse the Deming Circle with the Key Power Cycle covered in 
the following Appendix XI. 
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Appendix XI: Initial Key Power Cycle and Basic Power Model 


A power holder must first possess the determi- 
nation or drive to move towards its desired gain 
(Will). Then have the ability to achieve his or her 
goal, plus hold the necessary resources and 
instruments thereto (Can). Next, comes to the 
deeds because without that nothing happens 
(Act). Further, the context and regnant circum- 
stances must permit all actions to move in the 
chosen direction (Let). When encountering 
opposing forces, it is time to persist and don’t 
lose focus (Push). Finally, there is a process of 


Key Power Cycle 


6. Verify 


= 
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a 


raphic 6: The Key Power Cycle 


feedback to check if everything went according to plan or intention (Verify). 


In the next diagram the initial “Key Power Cycle” (KPC) that emerged from the 
literature study done so far, has been worked out with some more detail and 
presented as a proposed “Basic Power Model” (BPM). Mentioned model may still 
be refined. However, it already offers a starting point for more in-depth research, 
theory building, and qualified consultancy work. Please note that ‘Dependence 
Relations’ not specified in the KPC appear here as a distinctive element. 


Basic Power Model 


Drive: 

- Spirit 

- Ambition 

- Character 

- Need/Want 


Let - Interests 


* Towards to... 
GAIN 


* Away from ... 
FEAR 


Diagram 5: A Basic Power Model for Organizations. 
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Will 


Verify 


List of abbreviations: 

BIS Business Intelligence System 
BPM _ Basic Power Model. 

CEO Chief Executive Officer. 


Cf. Confer, meaning "compare". 

EQ Emotional Intelligence. 

HR Human Resources. 

HRM Human Resource Management. 

IMI Intelligent Market Information system 


KPC Key Power Cycle. 

MIS Management Information System. 

PDCA  Plan-Do-Check-Act. 

SWOT Strengths, Weaknesses, Opportunities, Threats. 
VP Vice President. 
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